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EXECUTIVE SUMMARY  
This report examines strategic management frameworks, such as Porter’s Five Forces, 
Kenichi Ohmae’s 3C analysis, Scenario Planning, RBV, Dynamic capabilities, Five Major 
Elements of Strategy by Hambrick & Fredrickson and the Planning Process by George 
Morrisey.  It goes on to propose a new framework for strategic planning by incorporating some 
of them. The validity of the framework is examined by applying it for NoNi AP, a Japanese 
company in the field of factory automation. The report will run through each step of the 
recommended framework to demonstrate what needs to be done during the strategic planning 
process. Finally it will propose prototype strategic direction as a “defender” i.e. a strategy that 
others can now analyze, discuss and improve. This will thus help understand strategic 
management process. 
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1. INTRODUCTION  
“As the future becomes increasingly less predictable, some believe we’ve come to the end of 
strategy. After all, if prediction is increasingly difficult, shouldn’t management’s focus inevitably 
shift from insight to speed? Isn’t time spent on strategy, time wasted?” (Nicolas, Michael and 
Saussois, 2008) 
Most executives that I have met recently complained about the poor visibility ahead. Instead of 
looking into future, their focus is to just pass through this difficult time i.e. to survive through 
the current global recession. However, if visibility is reduced, the reward for foresight is 
increased. Head to head competition, lack of differentiation, fighting on price and lower margin 
implies reactive or lack of strategy. “Strategy – because it can offer a head start and even 
define a new course – remains essential to advantage.”” Leading companies are adapting their 
strategy-development processes to match the global competitive reality.” (Nicolas, Michael 
and Saussois, 2008) 
Organizations need strategists who can lead their strategy development process, and who are 
trained to spot shifts in competitive environment early and are also agile enough to do what it 
takes to seize or retain leadership. Henry Mintzberg wrote that managers are craftsmen and 
strategy is their clay. Like a potter, they sit between past corporate capabilities and future market 
opportunities. And if they are true craftsmen, they bring to their work an intricate knowledge of 
the materials at hand. (Henry Mintzberg, 2001). If crafting strategy is more of an art than science, 
then not all managers are born strategist. Then, some training and tools would certainly help a 
manager to climb the first step to be a good strategist – the very purpose of this paper.  
Johnson & Scholes (1999) defined strategy in three different levels based on an ascending 
hierarchy:  Operational Strategy å Business Unit Strategy  å Corporate Strategy.  
Where, Operational Strategy deals with how the components part of the organization in terms of 
resources, processes, people and their skills effectively deliver the corporate and business level 
strategic direction. Business Unit Strategy focus on how to compete successfully in a particular 
market and Corporate Strategy concerned with the overall purpose and scope of the 
organization 
So far, I have been hovering around operational strategies as a marketing manager of a 
particular products portfolio.  My immediate goal is to develop & execute business unit 
strategies. The success of that would decide my subsequent future in the corporate world. 
Fortunately, the UoN MBA dissertation came at the perfect time.  Therefore, the objectives that I 
have set for this dissertation are:  
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(1) Develop thorough understanding of strategic planning and train to be a strategic thinker.    
- In short, to be a strategist.  
(2) Propose a strategic framework that the company in this case study (NoNi AP.) can use at 
middle and top management level. It should be simple yet effective framework. Most 
importantly it must be practical and the one that can generate answers.  
(3) Utilize the above chosen framework to propose a suitable direction for the company in this 
case study.  
 
1.1  Methodology 
I have designed this project in three main sections in order to meet my three objectives. The 
sections include literature review, evaluation of various management frameworks and applying 
the chosen framework for the case – NoNi AP.  
The literature selected for the first section was to improve my understanding of strategic 
planning and to be a strategic thinker. Having started with text books and general papers on 
strategic management, strategic planning and strategic thinking, the quest to know the latest in 
strategic management led me to Mckinsey and BCG websites. 
I chose popular Porter’s Five Forces, Kenichi Ohmae’s 3C analysis and The Five Major 
Elements of Strategy by Hambric & Fredickson because I have found them useful in the past.  
RBV was chosen because of its popularity. Scenario planning and Dynamic Capabilities were 
recommended by John Richards. I found a classic “The Planning Process” by George 
Morrisey by chance while searching in the library.  
Interviews were conducted with NoNi AP’s GM of strategic planning division, executives from 
Singapore, Malaysia. India and business planning division head of Australia. These are the 
experienced people who know the industry well and are willing to share. Instead of a formal 
question-answer type interview, face-to face open ended discussion were attempted to find out 
their insights on the market opportunities & threats, organization’s strengths and weaknesses.  
The flow of this paper is further explained below  
(a)  Section 2: (input) Read books and articles written by famous management gurus on 
strategic management, long term planning, crafting business strategies and 
developing strategic thinking. Learn from them to think like a strategist  
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(b) Section 3: (output) Evaluate some of the strategic frameworks available. Choose one of 
the strategic framework, strategy planning process for the case – NoNi Asia 
Pacific  
(c) Section 4: (input & output) Use the chosen framework for the case- NoNi AP to work out 
strategic directions for the company. 
(d) Section 5: (output) Conclusion. What I have learned.  How far the expected objectives 
were achieved.  
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2. LITERATURE REVIEW  
This section will focus on what is strategy, why it is important, how a strategist thinks, strategy 
planning processes and stages. It would cover PEST, Porter’s five forces, 3C, Scenario 
planning, Resource Based View, Dynamic Capabilities, Strategy planning process.   
 
2.1  What is strategy?  
“Competitive strategy is about being different. It means deliberately choosing a different set of 
activities to deliver a unique mix of values. “(Michael Porter,1996).  
Likewise in 1996, George Morrisey wrote in his book on planning: “If you don’t know where you 
are going, any road will take you there. This is a truism attributed to the Koran. As a 
corporation, we have to constantly ask oneself, who we are? Why do we exist? Where are we 
going? In fact, FOCUS is probably the single most important word in the planning dictionary. 
One of the most significant reasons for having a plan in the first place is to avoid spinning our 
wheels on efforts that make little or no contribution to our reasons for existence. “(George 
Morrisey, 1996) 
Morrisey said the effective planning process can be visualized as a continuum between 
intuition and analysis (Fig. 2.1), where the three major components can be related as “three 
P’s of planning “:  Perspective, Position and Performance. The emphasis of each component 
could be described as follows: 
Strategic Thinking leads to perspective. 
Long-range planning leads to position. 
Tactical planning leads to performance. 
 
 
 
 
Intuitive Analytical
Strategic Thinking Long-Range Planning Tactical Planning
Fig. 2.1 George Morrisey, “ The Planning Continuum”, “Morrisey on Planning, A Guide to Strategy Thinking” (1996), pp 2
 
About eight years later, in 2004, Costas Markides argued that nobody really knows what strategy 
is. His argument is that the building blocks of Microsoft’s successful strategy are the same as the 
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building blocks of the strategy that propelled Sears to industry leadership 100 years ago. By 
understanding these building blocks, an organization can use them to develop its own successful 
strategy. These building blocks are:  
“What business are we in?” A company has to decide who will be its targeted customers and 
who it will not target; what products or services it will offer its chosen customers and what it will 
not, and how it will go about achieving all this – what activities it will perform and what activities it 
will not. Strategy is about combining these choices into a system that creates the requisite fit 
between what the environment needs and what the company does. It is the combining of a firm’s 
choices into a well-balanced system that’s important, not the individual choices. (Costas 
Markides,2004). 
 
2.2  Evaluating an organization’s external environment:  
In the book “The Strategy Process” Mintzberg, Lampel, Quinn and Ghoshal wrote Five Ps for 
Strategy. These are Strategy as a Plan, Ploy, Pattern, Position and Perspective. I am 
particularly interested in Strategy as a Plan – some sort of consciously intended course of 
action, a guideline to deal with a situation. In management: “strategy is a unified, 
comprehensive, and integrated plan … designed to ensure that the basic objectives of the 
enterprise are achieved” ( Glueck, 1980:9).  
Thompson, Strickland, Gamble P (2007) emphasize on strategy as a plan in their book Crafting 
& Executing Strategy’. In order to be competitive in the business, managers in an organization 
must always ask three questions. What is the present situation? Where would we like to go? 
And, how would we go there? (Fig. 2.2) 
 
Present Situation
Future Position
(1)   What is the present situation ? 
a. Customers and the industry  
b. Competitive pressures
c. Company performance, market position, key resources, 
strengths, competencies and limitations
(2)  Where would we like to go ?
a. Which Market, Which Customers, Which needs
b. What market position 
c. Revenue, Profit
d. etc
(3)   How would we go there ?
a. Crafting strategy
b. Executing strategy
(1)
(2)
(3)
Fig. 2.2 Strategy as a Plan, Deliberate strategy
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While evaluating the present situation, two facets of an organization’s situation are especially 
pertinent: (1) the industry and competitive environment in which the company operates and 
forces acting to reshape this environment, and (2) the company’s own market position and 
competitiveness, its resources and capabilities, its strengths and weakness vis-à-vis rivals, 
and its windows of opportunity. 
 
The Strategically Relevant Components of External Environment or PEST Analysis 
Organizations operate in a macro environment shaped by influences emanating from the 
economy at large, population demographics, societal values and lifestyles; governmental 
legislation and regulations; technological factors; and closer to home, the industry and 
competitive arena in which the company operates (Fig.2.3).  
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Fig. 2.3 Thompson, Stricland, Gamble, “Crafting & Executing Strategy”, “The Components of a Company’s Macroenvironment”(2007), pp51
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Strictly speaking, an organization’s macro environment includes all relevant factors and 
influencers outside the organization’s boundaries; by relevant means important enough to 
have a bearing on the decisions that organization ultimately makes about its direction, 
objectives, strategy, and business model. Strategically relevant influences coming from the 
outer rings of the macro environment can sometimes have a high impact on an organization’s 
direction and strategy.  
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The simplified tool for strategic analysis of macro environment is known as PEST Analysis 
(Fig.2.4).  
Political
TechnologicalSocial
Economic
Organization
Fig. 2.4     PEST Analysis
PEST Analysis
 
 
 
 
 
 
 
 
Happenings in the outer ring of the macro environment may occur rapidly or slowly, with or 
without an advanced notice. For example, the awareness for environmental conservation 
came slowly and fluctuations in oil prices were anticipated, but bankruptcy of many financial 
institutes and global recession came unpredicted.  The impact of outer ring factors on an 
organization’s choice of strategies can range from big to small. But, even if the factors in the 
outer ring of the macro environment change slowly or have such a comparatively low impact 
on an organization’s situation that only the edges of its direction and strategy are affected, 
there are enough strategically relevant outer ring trends and events to justify a watchful eye.  
Organizations have to be alert for potentially important outer ring development, assess their 
impact and influences and adapt the company’s direction and strategy as needed.  
 
Shortcoming of External Analysis or PEST analysis             
One of the major issues with macro environment and PEST analysis is that managers tend to 
underestimate the impact of trends on their own profitability.  
 “A scan of global trends often proves superficial or simplifies the complexity of interacting sub 
trends, thus putting strategies and operations at risk” “Companies that shift their portfolios to 
align them with favourable trends are much more likely to achieve strong growth and profits” 
Becker W M & Freeman V M “Going from Global Trends to Corporate Strategy” The McKinsey 
Quarterly 2006 No 3. 
One of the solutions for this shortcoming of PEST analysis lies in “Scenario Planning”.  
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2.3 Scenario Planning:  
The first step of strategic planning is determining future positioning that is where we would be 
in the future and how would we go there. Often the manager’s view of future is rather an 
extension of present. Analytical frameworks such as PEST and SWOT are most managers’ 
natural preferences. It is simple, quick and helps make decisions. But, it will not give any in-
depth understanding and will just produce reactive strategies. More often the future will not be 
the same as past and hence making the strategies irrelevant. Managers make sense of the 
world by looking through eyes which reflect their own mental maps. The world looks different 
according to the knowledge and experience that they have, according to the thoughts that 
influence them and the way other people around them think. It is on the basis of this “selective” 
reality and limited information that most managers derive strategies. 
It was Herman Khan and his associate who started building scenarios the first time in USA in 
the 1950s and 1960s.(Julie Verity, 2003). Scenario planning differs fundamentally from 
forecasting. It accepts uncertainty, tries to understand it, and makes it part of the reasoning. 
Scenarios help prepare for a range of alternative and different futures. Scenarios are not 
projections, predictions, or preferences. Rather they are coherent and credible stories, 
describing different paths that lead to alternative future (Fig. 2.5) (Peter Cornelius, Alexandra 
Van de Putte, Mattia Romani, 2005).  
 
7KH3UHVHQW 7KH)XWXUH
&XUUHQW5HDOLWLHV
PHQWDOPDSV
$OWHUQDWLYH)XWXUH,PDJHV
Forecasts
Scenarios
Fig. 2.5 Cornelius, Van de Putte, Romani “Scenario vs. Forecasts”, “Three Decades of Scenario Planning in Shell”(2005), pp94
7KH3DWK
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Schwartz and Shell propose that building scenarios enables management to challenge the 
implicit assumptions that were held commonly in the organization’s mindset and to broaden 
their views. By building alternative scenarios – different pictures of the future – and challenging 
strategies for robustness in these different possibilities, managers would have a superior 
context for developing long-term strategies and for developing shorter-term contingency plans.  
 
Scenario Thinking and Scenario Planning  
Scenario planning process includes formulating the business question or issue, investigation, 
data collection, analysis and generating models. It helps to broaden and deepen 
understanding of the forces driving the business, trends and uncertainties that might influence 
the future of the organization. This process improves quality of strategic thinking. The idea is 
to “think the unthinkable” and think outside the existing organizational paradigm. The outcome 
of the scenario planning process would help to create strategies for future and using scenarios 
to support strategic decisions. 
In the case of Shell, global scenario is generated, providing a comprehensive assessment of 
how the future business environment could develop. They are combined with a range of 
applications that provide a broad framework of ideas influencing strategy at the corporate level 
and assisting the businesses in identifying risks and opportunities. With the global scenarios 
setting the macro economic framework, the strategic funnel is then narrowed further by 
analyzing demand trends in individual energy markets and strategic behaviour of Shell’s 
competitors. This analysis is followed by a comprehensive risk analysis. At this stage, the 
degree of uncertainty is sufficiently reduced to define the Group’s customer value proposition 
and its strategic differentiators, which then leads to strategic decisions about the aspired 
upstream and downstream portfolios (Fig. 2.6) 
 
 
Social
Political
Economic
Environment
Technology
Shell’s 
CVP Strategy
Fig. 2.6 Cornelius, Van de Putte, Romani “Using Scenarios in Strategic Planning” ,“Three Decades of Scenario Planning in 
Shell”(2005), pp100
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Challenges with Scenario Planning  
One of the reasons why scenarios are not adopted more widely is the divergent set of 
methodologies and the different emphasis on quantitative and qualitative input. Some people 
advocate use of computers, models and analytical rigour, while other prefers informal creative, 
imaginative approach. To quote Schoemaker (1993): “The term scenario has many meanings, 
ranging from movie scripts and lose projections to statistical combinations of uncertainties”. 
The other reasons are confidence and uncertainty, managerial resistance to ambiguity and 
uncertainty (Wack 1985), organizational culture and diversity and cost. The most common 
reason found is the cost. Most people believe that a scenario process will be expensive in 
terms of employing large amounts of resources in the organization. It often requires multiple 
inputs and quality is definitely improved if a team is involved. But, scenarios focused on 
making short-term business decisions using Porter’s (Porter 1979) five force framework can be 
less resource-intensive. Organizations can use Porter’s five forces as a platform for more 
focussed industry scenarios which incorporate local business issues.  
 
2.4 Porter’s Five Forces:  
Porter pointed out “every plan is based on an industry scenario in one form or another, though 
the process is frequently an implicit one” (Porter 1985). He was an advocate for practicing 
scenario techniques in strategy formulation. He recognized that the assumptions managers 
used as background to generating their strategies were rarely made explicit or challenged. By 
acknowledging the uncertainties, he foresaw much improved strategy outcomes. Whilst he 
advocated broad thinking about the external environment using PEST model, he focussed on 
his industry structure model, the famous five forces (Fig. 2.7) as framework within which to 
construct different competitive scenarios. The collective strength of these forces determines 
the ultimate profit potential of an industry. Every industry has an underlying structure, or a set 
of fundamental economic and technical characteristics, that gives rise to these competitive 
forces. The corporate strategist must learn what makes the environment tick and find a 
position in the industry where his organization can best defend itself and influence them in its 
favor.  
Knowledge of these underlying sources of competitive pressure provides the groundwork for a 
strategic action. They highlight the critical strengths and weakness of the organization, 
animate the positioning of the organization in its industry, clarify the areas where strategic 
changes may yield the greatest payoff, and highlight the places where industry trends promise 
to hold the greatest significance as either opportunities or threats 
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Fig. 2.7 Five Forces, Porter’s model of competitive rivalry
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Relevance of Porter’s five Forces to Strategy Formulation: 
Porter’s five force framework would help (a) to analyze the forces affecting competition in the 
industry and their underlying causes, (b) to analyze organization’s strengths & weakness and 
its position against underlying causes of each force, competitors, substitutes and sources of 
entry barrier.  
Porter’s five force framework can be used at various stage of strategic planning to (a) analyze 
the present situation, (b) future Position, (c) scenario planning.  
Porter’s five forces in analyzing the present situation:  At the first step of planning, it can be 
used to analyze the present situation. Understanding what is the industry situation, customers, 
company, competitive forces etc.  
Porter’s five forces in future position or forecast: In long range planning, it can be used to 
analyze each competitive force on a time horizon of three, five or ten years. Forecast the 
magnitude of each underlying cause and then construct a composite picture of the likely profit 
potential of the industry.  
Porter’s five forces in scenario planning: As with all scenario methodologies, the fundamental 
forces which are likely to influence and change the structure of the industry are the key 
building blocks for the scenarios.  
Finally, the outcome from the analysis can be used to plan (1) Position of the company to 
defend against competitive forces, (2) influence the balance of the forces through strategic 
moves, (3) anticipate shifts in the factors underlying the forces and responding to them, with 
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the hope of exploiting the change by choosing a strategy appropriate for the new competitive 
balance before competitors recognize it.  
 
2.5  3C framework by Kenichi Ohmae  
Kenichi Ohmae, nick named as Mr. Strategist in Japan introduced “The Strategic Triangle”. He 
wrote in his book, “Mind of the Strategist “In the construction of any business strategy, three 
main players must be taken into account: the corporation itself, the customer, and the 
competition. Each of these “strategic three C’s “is a living entity with its own interests and 
objectives. We shall call them, collectively, the “strategic triangle” (Kenichi Ohmae, 1982). 
 
Customers
Corporation Competitors
Value Value
Cost
Target 
Segments
Product/Service 
Differentiation
Product/Service 
Differentiation
Multiple Market 
Segments
Fig. 2.8 Kenichi Ohmae, “The Mind of the Strategist”, ‘The strategic three C’s’,(1982), pp92 
 
 
 
 
 
 
 
 
 
 
 
“Seen in the context of the strategic triangle, the job of the strategist is to achieve superior 
performance, relative to competition, in the key factors for success of the business. At the 
same time, the strategist must be sure that his strategy properly matches the strengths of 
corporation with the needs of a clearly defined market. Positive matching of the needs and 
objectives of the two parties involved is required for a lasting good relationship; without it, the 
corporation’s long-term viability may be at stake” (Kenichi Ohmae, 1982). 
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“But such matching is relative. If the competition is able to offer a better match, the corporation 
will be at a disadvantage over time. If the corporation’s approach to the customer is identical to 
that of the competition, the customer will be unable to distinguish between their respective 
offerings. The result could be a price war, which may bring short-term benefits to the customer 
but will hurt the corporation as well as its competitors”. “A successful strategy, is one that 
ensures a better or stronger matching of corporation strengths to customer needs than is 
provided by competitors” (Kenichi Ohmae, 1982). 
“In terms of these three key players, strategy is defined as the way in which a corporation 
endeavors to differentiate itself positively from its competitors, using its relative corporate 
strengths to better satisfy customer needs” (Fig. 2.8). (Kenichi Ohmae, 1982). 
 
2.6  Comparison of 3Cs v/s Porter’s Five Forces  
The question is which framework to use, Porter’s five forces or 3C?  Well, we can use either. 
Porter’s five forces is a complete framework inclusive of Suppliers, Substitutes, New Entrants, 
Customers and Competitors. 3C is a simplified framework that focuses on the immediate 
competitive environment that includes Customers, Competitors and the Company. 3C is good 
for short term planning and with certain assumptions. Such as suppliers do not posses enough 
power to influence the company, substitutes and new entrants are included in competitors.  
 
2.7  Resource Based View  
While deciding the positioning of the organization, we need to have knowledge of the 
organization’s capabilities and of the causes of the competitive forces that will highlight the 
areas where the organization should confront competition and to where avoid it. Thus it brings 
us to Resource Based View and Dynamic Capabilities analysis.  
The resource-based view (RBV) of the firm is an influential theoretical framework for 
understanding how competitive advantage within firms is achieved and how that advantage 
might be sustained over time (Eisenhardt and Martin, 2000). This perspective focuses on the 
internal organization of firms, and so is a complement to the traditional emphasis of strategy 
on industry structure and strategic positioning within that structure as the determinants of 
competitive advantage (Porter, 1979). RBV assumes that organizations can be conceptualized 
as bundles of resources that those resources are heterogeneously distributed across 
organization, and that resource differences persist over time. No two organizations are alike 
because they will invariably be different in terms of experience, culture, management etc. 
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Barney (1991) and Daft (1983) posited that these resources enable the firm to conceive of and 
implement strategies that improve its efficiency and effectiveness. Based on these 
assumptions, researchers have theorized that when firms have resources that are valuable, 
rare, inimitable, and non substitutable i.e. so called VRIN attributes, they can achieve 
sustainable competitive advantage by implementing fresh value-creating strategies that cannot 
be duplicated by competing firms (Barney 1991). Technically, RBV is a more of a theory than a 
framework per se. although there are attempts to propose a more formalized and structure 
model as the one shown here (Barney ch. 3). 
 This framework is called VRIO framework. It is a structured in a series of four questions. In 
order to identify the sources of sustained competitive advantage in a firm, the resource must 
pass the following market test of its value.  
Valuable (V) enables a company to employ a value-creating strategy, by either exploiting 
environmental opportunities or neutralize environmental threats. 
Rare (R) resource is limited and not easily acquired by competitors. 
Imperfectly Imitable (I) resources give a company cost advantage compared to company that 
do not possess it.  
Organization (O) must have capabilities to exploit the full competitive potential of a company’s 
resources. It includes formal reporting structure, management control systems and 
compensation policies.  
 
Applying the VRIO Framework                 
The question of value, rarity, limitability and organization can be brought together into a single 
framework to understand the return potential associated with exploiting any of a firm’s 
resources or capabilities. This is done in the Table2.1, and the relationship of the VRIO 
framework to strengths and weakness is presented in Table 2.2. 
 
 
 
 
 
 
The VRIO Framework
Sustained competitive advantageYesYesYesYes
Temporary competitive advantage____NoYesYes
Competitive parity________NoYes
Competitive disadvantageNo________No
Competitive ImplicationsExploited by 
Organization
Costly to Imitate ?Rare?Valuable?
Table 2.1 : The VRIO Framework: Barney Ch. 3
Is a resource or capability…
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The Relationship Between the VRIO Framework and Organizational Strengths and Weaknesses
Strength and sustainable distinctive 
competence
YesYesYesYes
Strength and distinctive competence____NoYesYes
Strength________NoYes
WeaknessNo________No
Competitive ImplicationsExploited by 
Organization
Costly to Imitate ?Rare?Valuable?
Table 2.2 : The VRIO Framework: Barney Ch. 3
Is a resource or capability…
RBV is used interchangeably to the concept of core competences (Hamel & Prahlad, 1990). 
Resources are foundation of capabilities. Core competences is about how these resources are 
combined, mixed and integrated or “the collective learning in the organization, especially how 
to coordinate diverse production skills and integrate multiple streams of technologies” (Hamel 
and Prahlad, 1990). RBV of a firm is not centered around the existing resources alone, it is 
equally concerned about the firm’s weaknesses especially those that can be exploited by 
external threats. Consequently, the analysis will also identify the current resource “gap” and 
what needs to be done to fill this gap.  
 
2.8  Dynamic Capabilities 
Recently, scholars have extended RBV to dynamic markets (Teece et al., 1997) (Kathleen & 
Jeffrey, 2000). The rationale is that RBV has not adequately explained how and why certain 
firms have competitive advantage in situations of rapid and unpredictable change. In these 
markets, where the competitive landscape is shifting, the dynamic capabilities by which firm 
managers integrate, build, and reconfigure ‘internal and external competencies to address 
rapidly changing environments’ (Teece et al., 1997) become the source of competitive 
advantage  
Dynamic capabilities are the antecedent organizational and strategic routines by which 
managers alter their resource base – acquire and shed resources, integrate them together, 
and recombine them- to generate new value-creating strategies (Grant, 1996; Pisano, 1994). 
As such, they are the drivers behind the creation, evolution, and recombination of other 
resources into sources of competitive advantage (Henderson and Cockburn, 1994; Teece et 
al, 1997). These resources can include human capital, technological capital, knowledge-based 
capital and tangible-asset-based capital among others.  
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An organization can have several different kinds of dynamic capabilities such as idea 
generation capabilities, market disruptiveness capabilities, new product development 
capabilities, marketing capabilities or new process development capabilities (Mark Easterby-
Smith, Lyles and Peteraf : 2009). Teece (2007, p.1319) suggests that there are three even 
more fundamental types of capabilities involved : “the capacity (1) to sense and shape 
opportunities and threats, (2) to seize opportunities, and (3) to maintain competitiveness 
through enhancing, combining, protecting, and when necessary reconfiguring the business 
enterprise’s intangible and tangible assets.  
Dynamic capabilities can be created because top management provides a vision for processes 
aimed at shaping the dynamic capabilities (Mark Easterby-Smith, Lyles and Peteraf 2009). 
These processes and mechanism include methods for structuring R&D, information 
technology assisting with codification, problem solving processes, knowledge-sharing 
processes, marketing knowledge development and absorptive capacity mechanism. Dynamic 
marketing capabilities involve processes of knowledge dispersion, social network building, and 
integration with other processes. It means exchange processes with external experts in order 
to exchange knowledge about what is happening in the industry and with customers, as well 
as cross-functional processes within the firms. 
The most important differentiations of dynamic capability over RBV are flexibility, speed and 
time. RBV’s assumption of the organization as a bundle of resources breaks down in ever-
changing competitive landscape. Being tightly bundled means inability to change quickly. Core 
competence becomes core rigidity when organization cannot see the change coming and 
embrace quickly. RBV’s assumption of long-term competitive advantage becomes unrealistic 
in continually changing market. Rather, the reality is that competitive advantage is often short-
term. The strategic logic is to capture opportunity by quickly reorganizing resources. For 
example, creating a series of moves and counter-moves to outmaneuver the competition and 
build temporary advantage led to superior performance (D’Aveni, 1994).  
Understanding the flow of strategy from leveraging the past to probing the future and the 
rhythm of when, where, and how often to change is central to strategy in high-velocity markets 
(Brown and Eisenhardt, 1998). Overall, while RBV centers on leveraging bundled resources to 
achieve long-term competitive advantage, strategy in high-velocity markets is about creating a 
series of unpredictable advantage through timing and loosely structured organization. The 
strategic logic is opportunity and the imperative is when, where and how often to change.  
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2.9 Japanese version of Dynamic Capabilities -Hito-Kane-Mono  
“A favorite phrase of Japanese business planner is Hito-Kane-Mono, or people, money and 
things (physical assets)” (Kenichi Ohmae, 1982). 
“Of the three critical resources, funds should be allocated last. Based on the available Mono 
such as factories, machineries, process know-how, functional strengths, and so on – the 
corporation should first allocate management talent. Once these Hito have developed creative, 
imaginative ideas to capture the business’s upward potential, the Kane, or money, should be 
allocated to the specific ideas and programs generated by individual managers” (Fig.2.9) 
(Kenichi Ohmae, 1982). 
 
Hito
(Person)
Kane
($)
Mono
(Assets)
Goals
Fig. 2.9 Kenichi Ohmae, “The Mind of the Strategist”, ‘Management’s key resources : the Japanese view’,(1982), pp159
 
 
 
 
 
 
 
 
“Funds should not be allocated simply because the business is in an attractive category. They 
should be invested in attractive program rather than attractive industries. “Imaginative planning 
and execution in depressed industries can bring better returns than poorly planned and 
executed operations in good industries.” 
Only good people can generate good ideas, and good managers can execute good strategies.  
The above view by Kenichi Ohmae is very much close to the concept of Dynamic Capabilities. 
“As the firm’s ability to integrate, build, and reconfigure internal and external competences to 
address rapidly changing environments (Teece, Pisano and Shuen, 1997) 
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3. CHOOSING SUITABLE STRATEGIC FRAMEWORK FOR NONI 
AP 
It is believed that the word strategy came from the Greek “strategos”, or “the art of the general”. 
The general’s challenge – and the value-added of generalship – is in orchestration and 
comprehensiveness - thinking about the whole. Similarly, business executives must have 
strategy – a central, integrated, externally oriented concept of how business will achieve its 
objectives. (Donald Hambrick and James Fredrickson, 2005) 
The previous section has examined some of the popular frameworks for analyzing strategic 
situations, such as PEST, Five Force analyses, 3C analysis, the resource-based view of a firm 
and Hito-Kane-Mono. These powerful and analytical tools are good for analyzing strategic 
situations. However, none of these tools is giving a clear guideline on how to arrive at the 
strategic direction for an organization. These tools are providing only narrow piecemeal concepts 
of strategy but do not provide any guideline on how to form strategy.  
The search for a complete strategic planning framework led me to explore various strategy 
planning models in literature. This section will run through some of them in briefly before arriving 
at the chosen framework for the case study – NoNi Asia Pac.  
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3.1  Putting Strategy in place by Donald Hambrick and James 
Fredrickson (2005), ‘Are you sure you have a strategy?’ 
Hambrick and Fredrickson present a framework for strategy design, arguing that a strategy has 
five elements.  “Five Major Elements of Strategy” (Fig. 3.1), providing answers to five questions. 
These include: Arenas: where will we be active? Vehicles: how will we get there? Differentiators: 
how will we win in the market-place? Staging: what will be our speed and sequences of moves? 
Economic logic: how will we obtain our returns? The objective is to create a single unified 
strategy.  
 
 
 
 
 
 
 
 
 
  
Where will we be active ? Which
• product?
• market segments?
• geographic areas?
• core technologies?
• value-creation stages ?
Economic 
Logic
Arenas
Vehicles
Differentiators
Staging
How will we get there ?
• Internal development ?
• Joint ventures ?
• geographic areas?
• Licensing / Franchising ?
• Acquisitions ?
 
 
 
 
 
 
 
 
H
Ho
ow will we win ?
• Image ?
• Customization ?
• Price ?
• Styling ?
• Product reliability ?
What will be our speed 
and sequence of moves ? 
• Speed of expansion ?
• Sequence of initiatives ?
w will we obtain our returns  ? 
• Lowest cost through scale advantage ?
• Lowest costs through scope and 
replication advantages ?
• Premium prices due to unmatchable 
services ?
• Premium prices due to proprietary product 
features ?
Fig. 3.1  The Five Major Elements of Strategy, Donald Hambrick and James Fredrickson (2005), ‘Are you sure you have a 
trategy ?’,s
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They don’t view mission, objectives and strategic analysis (industry analysis, macro 
environment, assessment of internal strengths, weakness etc.) as part of the strategy. Fig. 3.2 
portrays the company’s mission and objectives, for example, stand apart from, and guide, 
strategy. Similarly, strategic analysis of external and internal environment helps only to clarify the 
overall situation. The same way, choices about internal organizational arrangements are not part 
of strategy.  
 
 
 
 
 
 
 
 
 
 
 
 
 
StrategyMission Objectives
Strategic Analysis
Supporting 
Organizational 
Arrangements
• Fundamental 
purpose
• Values
• Specific targets The central integrated, 
externally oriented 
concept of how we will 
achieve our objectives
• Structure 
• Process
• Symbols
• Rewards 
• People
• Activities
• Functional policies and 
profiles
• Industry analysis
• Customer / marketplace trends
• Environmental forecast
• Competitor analysis
• Assessment of internal strengths, 
weakness, resources
Fig. 3.2 “Putting Strategy in Place” Donald Hambrick and James Fredrickson (2005), ‘Are you sure you have a strategy ?’,
 
 
Merits & Demerits: Hambrick and Fredrickson’s “Five Major Elements of Strategy” is a great 
tool to form robust strategy if reinforced consistency is achieved among all the elements of the 
strategy itself. The “Five Major Elements of Strategy” can become an important part of the 
strategy planning process but it cannot become strategic framework by itself.  Because, it does 
not include important elements of strategy planning process, these are the analysis of where we 
are and where would we be in future. Ignoring which would lack the depth in the resultant 
strategy even though all the five elements have considered. Besides, this model assumes a 
steady environment whereby the resultant strategy would fall apart as soon as the external 
environment changes.  
 
 
 
The University of Nott ingham  MBA in Singapore       
Managem ent  Project  
 
 
Page 25 of 64 
3.2 Fred R. David, ( 1 9 9 5 )  ‘Strategic Managem ent  Concepts &  
Cases’ 
 
Fred R. David (1995) has introduced comprehensive strategic management model in his book 
“Strategic Management Concepts & Cases “It’s a linear model, where the starting point is the 
corporate vision & mission. It includes three phases. These three phases are Strategy 
Formulation, Strategy Implementation and Strategy evaluation (Fig. 3.3)  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
A Comprehensive Strategic Management Model
Develop 
Vision and 
Mission 
statements
Establish 
Long Term 
Objectives
Generate, 
Evaluate 
and select 
Strategies
Implement 
Strategies
–
Managem
ent issues
Measure 
& Evaluate 
Performan
ce
Implement 
Strategies 
–
Marketing, 
Finance, 
Accounting
, R&D, 
MIS issues
Perform 
External 
Audit
Perform 
Internal 
Audit
Strategy Formulation Strategy Implementation
Strategy 
Evaluation
 
 
Merits & Demerits: The model is simple and easy to understand. One of the good points is that 
it shows that strategy planning is not just one way process but include a lots of forward and 
backward. This point is shown by several feedback arrows in the model. The model starts with 
developing Vision & Mission but I believe if these were set long time ago than it may not be valid 
for future, especially if the external environment has changed significantly. In my opinion the 
assessment of external & internal environment should be the first step. This model has two other 
weaknesses. First, it does not include important elements of strategy planning process, i.e. the 
analysis of where we are and where would we in future. Second, the box “perform external audit” 
(Fig. 3.3) does not clarify the time frame, whether to perform audit of present situation or for the 
Fig.3.3 Fred. R. David, “ How Companies Define their Mission, “Long Range Planning 22, no. 3 (June 1988):40
Feedback
Feedback
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future situation. Since, the word future is not included, the common tendency would be to audit 
present situation only. Thereby the resultant strategy would fall apart as soon as the external 
situation would change.  
 
3.3 The Planning Process recom m ended by George L 
Morrisey, ( 1 9 9 6 )  ‘Morrisey on Planning, a Guide to 
Strategic Thinking, Building your Planning Foundat ion’ 
 
George Morrisey’s “Morrisey on Planning” (1996) is a series of three books. He recommends 
planning process over three phases each emphasizing on a certain time frame. These phases 
are “strategic thinking”, “Long range planning” and “Tactical planning” (Fig. 3.4).  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Strategic Thinking Long-Range Planning Tactical Planning 
Va
lue
s
St
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Fig. 3.4 George Morrisey, “ The Planning Process”, “Morrisey on Planning, A Guide to Strategy Thinking” (1996), pp 3
 
Strategic planning focuses on developing corporate strategy to achieve corporate vision and 
mission over a time span of 5 to ten years. It works out the nature and scope of the broad 
principles under which the organization would operate, and direction in which the organization 
would move. As per him, strategy is an intuitive process for determining the direction in which 
your organization needs to move to fulfill its mission. It addresses where you are headed in the 
future, not how you are going to get there. It sets direction for the organization (Fig. 3.5).  
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Present
Future
Strategy = 
direction
Long range planning 
= specific destination 
and route
Fig. 3.5 strategy sets direction
 
 
 
 
 
 
 
 
 
 
 
 
The long-range planning that spans over 1 to 5 years focuses on specific destinations and route 
of travel. Long range planning that includes four major elements focuses on future markets, 
future products, human competencies, capital expansion, strategic issues etc. to achieve long 
term objectives with mile-stones.  
 
Merits & Demerits:  I agree with his thoughts that Vision, mission, strategy statements are 
elements of strategic thinking, where the process is more important than product. And the notion 
that sufficient time must be invested to do brain storming and avoid presumptions and jumping to 
conclusion.  This view differs from Hambrick and Fredrickson’s, who thinks that vision & mission 
are mere driving force for strategy.   Other good points about Morrissey’s planning process are 
the break up of planning process over three phases and guideline over involvement of different 
people within an organization in each of the three phases.  
 
The series of three books are a good tool to guide strategy planning process, but has missed out 
certain points. While the “strategic thinking” emphasizes about future, it does not include any 
tools such as scenario planning to identify future opportunities and risks. Similarly while it 
mentions about developing new competencies to meet the future, it does not mention RBV or 
dynamic capabilities to identify resource potential gaps. Besides, the sequence of flow is a bit 
confusing. Usually mission is a product of Vision + Strategy, but Morrisey has taken mission 
before the strategy. The book discusses a lot about analyzing the present situation and future, 
investing sufficient time for brain storming. But the “planning process” shown by the three 
triangles above does not show it clearly.  
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3.4  ‘Strategy –  A pattern of interrelated decisions’ by 
Mintzberg, Lam pel, Quinn, Ghoshal, ( 1 9 9 6 )  ‘The Strategy 
Process’ 
 
Mintzberg, Lampel, Quinn and Ghoshal described corporate strategy as a process having two 
important aspects – formulation and implementation (Fig. 3.6).  The formulation activity include 
identifying opportunities & threats in the company’s environment and evaluating alternatives, 
followed by appraising internal strengths, weaknesses and available resources. The strategic 
alternative which results from matching opportunity and corporate capability at an acceptable 
level of risk is called an economic strategy (Fig. 3.7). 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
FORMULATION
(Deciding what to do)
IMPLEMENTATION
(Achieving results)
CORPORATE 
STRATEGY:
Pattern of purposes 
and policies 
defining the 
company and its 
business
1. Identification of opportunity and 
risks
2. Determining the company’s 
resources ( technologies, finances, 
human etc.)
3. Personal values and aspiration of 
senior management
4. Acknowledgement of non-
economic responsibility to society
1. Organization structure and 
relationships (Division of labor, 
Coordination of divided 
responsibility, Information systems)
2. Organizational processes and 
behaviors (Standards and 
measurement, Motivation and 
incentive systems, Control systems, 
Recruitment and development of 
managers)
3. Top leadership (Strategic,  
Organizational, Personal)
Fig. 3.6  Mintzberg, Lampel, Quinnn, Ghoahal, “Strategy – A pattern of interrelated decisions”, “The Strategy 
Process” 1996), pp75
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ENVIRONMENTAL 
CONDITIONS &  
TRENDS
Economic
Technical
Political
Society
Community
Nation
World
CHOISE OF 
PRODUCTS AND 
MARKETS
Economic strategy
Fig. 3.7 Mintzberg, Lampel, Quinnn, Ghoahal, “Matching of opportunity and resources that results 
in an economic strategy”, “The Strategy Process”(1996), pp78
DISTINCTIVE 
COMPETENCE
CAPABILITY
Financial
Managerial
Functional
Organizational
OPPORTUNITIES &  
RISKS
Identification Inquiry 
Assessment of risk
CORPORATE 
RESOURCES
As extending or 
constraining opportunity
Identification of 
strengths and 
weakness
Programs for 
increasing capability
Consideration of all 
combinations
Evaluation to determine best 
match of opportunity and 
resources
 
 
 
Merits & Demerits:  The strategy process appears to be a very nice, easy to understand, 
comprehensive and practical mode to use as strategic framework. But, it has some weaknesses. 
First, the environmental condition and trends do not emphasize clearly about future position. Any 
strategy based on present environment analysis would fail with any major change in the 
environment.  Second, the strategy is based on matching the present capability and resources of 
the organization against external opportunities and risks. Such strategies are limiting in nature as 
it lacks strategic intent to challenge the future. Ideally the strategic framework should include 
strategic intent and resource/competencies gaps.  
 
 
 
 
 
The University of Nott ingham  MBA in Singapore       
Managem ent  Project  
 
 
Page 30 of 64 
3.5  Strategy process at  NoNi AP –  the current  pract ice  
 
 
3C Analysis
Strategic Intent
(Vision, Mission)
Strategy
Organization,
Resource Allocation 
Action Plan, 
KPI
PDCA
Fig. 3.8 strategy planning framework at use in NoNi AP 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Fig. 3.8 shows the strategy planning framework at use in NoNi AP. It is commonly used by 
country head and business planning managers at the moment. The origin of which is quite 
unknown but it is believed to be introduced by an ex MD at the regional HQ. When compared 
with “The Planning Process’ of Morrisey (1996), it seems that this framework may be suitable for 
tactical planning with less than 1 year horizon.  
 
Merits & Demerits:  This framework is simple and easy to use. One of the good points is that 
3C (Customer, Competitors, and Company) analysis is the first step, whereby Vision, mission 
and strategy would be based on the current business situation. The minus point is that the depth 
of 3C analysis, opportunity, threats, values, differentiations, audit of competencies etc are left 
open to user of this framework to decide. Second good point is that it includes ‘PDCA – Plan Do 
Check Analysis”. But, in reality PDCA is more of an attitude or process that cannot be a part of 
framework.   
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3.6 Recommended Strategic Planning Framework  
 
None of the strategic planning process model examined above met my expectation. I was 
looking for a strategic planning framework that is like a black box, where we enter inputs and it 
generates strategy as output (Fig. 3.9)  
 
 
Present Situation
Future Position
Organization Capability
Current strategic 
issues +  Future 
strategic 
opportunities & 
threats
Strategic Intent
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O
UT
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Fig. 3.9 : Image of an ideal strategy planning framework
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Since I could not find a ready framework during literature review phase, I have fabricated the 
one. The proposed framework is based on strategy as a plan or as a deliberate strategy. Where 
the first step is to analysis what the present situation, the second is is to foresee future position 
or ideal position. The last and final step is how could we go there? (Fig. 3.10)  
 
 
 
 
 
 
 
 
 
 
 
 
 
Present Situation
Future Position
(1)   What is the present situation ? 
a. Customers and the industry  
b. Competitive pressures
c. Company performance, market position, key resources, 
strengths, competencies and limitations
(2)  Where would we like to go ?
a. Which Market, Which Customers, Which needs
b. What market position 
c. Revenue, Profit
d. etc
(3)   How would we go there ?
a. Crafting strategy
b. Executing strategy
(1)
(2)
(3)
Fig. 3.10 Strategy as a Plan, Deliberate strategy
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The proposed strategic planning framework described here (Fig. 3.11) has four sections. It starts 
with analyzing present situation to identify current strategic issues. These are the reasons why 
the organization is not able to exploit certain market opportunities or the key weaknesses that 
cannot be solved within 1 year. The next major step is long term vision whereby it is looking 
into future through scenario planning to recognize and benefit from shifts and disruptions in the 
business environment by creating a shared vision of the future. The aim is to find future 
opportunities & threats so that organization can align itself accordingly. The framework goes 
on to take critical audit of the organization’s internal dynamic capabilities.  Driven by corporate 
mission, the end result is strategic direction for the company – the macro move to capture 
future opportunities and to thwart threats. Risk evaluation is included in order to check 
robustness of the recommended strategies as well as to prepare for contingency. “The goal is 
to see, before others do, how the future competitive environment is likely to change and – 
through well crafted strategic moves and compelling business models – to shape the future to 
the company’s advantage”(Nicolas, Michael and Saussois, 2008).   
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Current Strategic issues +
Future Strategic Opportunities/Threats
Corporate Mission
• Fundamental 
purpose (corporate 
motto)
• Guiding Principles, 
Corporate  Values
Strategy
The central integrated, 
externally oriented concept 
of how we will achieve our 
objectives
Strategic Intent
(Vision, Objectives)
Risk 
Evaluation
Fig. 3.11   Proposed Strategy Planning Framework
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Merits & Demerits:     Most of the strategic planning frameworks that I have examined in the 
literature advise to analyze external environments. But, none of them clarifies whether it should 
be the present situation analysis or future. Not clarifying, will inadvertently limit the analysis to the 
present situation. Another point is the expected outcome from the analysis. Most often, the 
outcome of the external analysis is limited to opportunity and threats. In reality the purpose for 
analyzing the present situation is to identify the real reasons why an organization could not 
capture some of the present opportunities and other current strategic issues.  
 
The proposed framework here rectifies some of these flaws. It has individual steps for Present 
Situation analysis and Future Position analysis. It shows what outcome to expect from each of 
this analysis. It recommends appropriate strategic analytical tools such as 3C, PFF, Scenario 
planning for each of this step. It includes strategic intent and the risk evaluation step. The 
outcome strategy would be the strategic direction for the organization.  
 
Note: Though only single directional arrows are shown in the framework, in reality the strategic 
planning work is bi-directional with frequent forward – reverse exchange of ideas and plenty of 
debates.  
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4. IMPLEMENTING STRATEGIC FRAMEWORK – NONI AP  
Section two, examined some of the popular frameworks for analyzing strategic situations, such 
as PEST & Porter’s five forces, 3C analysis, the RBV of a firm, etc. These are powerful analytical 
tools for analyzing strategic situations, but they do not provide clear guidelines on how to form 
strategy for an organization. The quest for a perfect strategic planning framework led me to 
explore various strategy planning models in section three. Section three concluded with the 
proposed strategy planning framework for the case study – NoNi AP.  
Section four will utilize the proposed planning framework to test, whether it can be a useful 
strategy planning tool to develop strategic direction for NoNi AP in the real life. This section will 
run through each step of the recommended framework to demonstrate what needs to be done 
during the strategic planning process. Finally it will propose prototype strategic direction as a 
“defender” i.e. a strategy that others can now analyze, discuss and improve. This will thus help 
people understand strategic management process. 
Insights gathered from informal interviews with NoNi AP’s GM of strategic planning division, 
executives from Singapore, Malaysia,. India and the business planning division head of 
Australia are used to identify market opportunities & threats, organization’s strengths and 
weaknesses.  
 
Introducing NoNi AP : 
Founded in 1960, NONI corp. is one of the market leaders in the field of Factory Automation. 
The term “Factory Automation” explains the purpose of this industry. The purpose is to 
automate manufacturing machines, production lines, manufacturing processes, warehouse 
and related functions.  The users are spread across various industries such as Automobile, 
Electronics, Metal and Food & Beverages etc.  
 
NoNi Corp. is a Japanese MNC. The business model of the NoNi corp. is to design and 
manufacture its products in Japan, and sell through extensive network of distributors, system 
integrators and dealers throughout the world. To support the business, it has sales and 
marketing function in almost 30 countries. NoNi Asia Pac, abbreviated as NoNi AP is the Asia 
Pacific arm of the company. Its main functions are marketing, selling and management control.    
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Strategic Position Assessment of NoNi AP:  
“Japanese companies rarely have strategies.” (HBR, 1996). In the article “What is Strategy?” 
Michael Porter wrote “most Japanese companies imitate and emulate one another. All rivals 
offer most if not all product varieties, features, and services; they employ all channels and 
match one another’s plant configurations.”  
NoNi AP fits the above description well. It too, is working hard and fighting on many fronts at 
the same time. Its limited resources are thinly distributed. The underlying emphasis is on cost, 
speed and efficiency. The result is obvious in the sales figures. In the past 05 years, NoNi AP 
failed to grow while competitors grew dramatically. It is not that executives in NoNi AP do not 
know the word strategy. In fact, it is very common that everything is called strategy – there is 
product strategy, price strategy, and sales strategy and there are even fancy name for 
strategies drafted for each small little idea. But, in reality, there is hardly any real strategy. A 
few people may have a clue on what strategy is or how to formulate one. But there isn’t any 
planning framework to guide executives.  
Thus one of the purposes of this dissertation is to develop a strategic planning framework that 
can be introduced to NoNi AP.   
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Applying the strategy planning framework for the case study: 
This will be covered over four sections. Section 4.1 will analyze the present situation to identify 
current strategic issues. These are the issues that cannot be solved within a year and require 
cross functional efforts. Section 4.2 will develop scenarios to identify future strategic 
opportunities and threats. Section 4.3 will analyze internal environment and will clarify 
organization’s strengths & weaknesses. Finally, combined together in section 4.4, it will form the 
strategy. The proposed strategy would be checked against potential risk.  
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Fig. 3.11   Proposed Strategy Planning Framework
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4.1 Analyzing Present Situation to Identify Current Strategic Issues  
 
Present Situation
< PFF, 3C>
Key Strategic Areas
Current Issue Analysis
= 
Current Strategic issues 
 
Se
ct
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n 
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The purpose of analyzing the present situation is to examine key strategic areas that are 
important for the organization. It would then be followed by identifying current strategic issues 
that need to be solved in order to achieve the organization’s goal. The current strategic issues 
are the issues that would require more than a year to resolve and require cross functional 
efforts.  
Key Strategic Area for NoNi AP is the sales growth.  
We can use either the Porter’s Five Forces or Kenichi Ohmae’s 3C framework to analyze the 
present situation based on judgment. I will use 3C framework for the case study, because 
NoNi AP does not face any significant threat from its suppliers, new entrants and substitutes. 
(Appendix 7.1 carries detailed explanation).  
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4.1.1 Present Situation Analysis of NoNi AP using 3C framework:  
 
Customers
Corporation Competitors
Value Value
Cost
Target 
Segments
 
 
 
 
 
Customers: < Keywords: Focus industry, market customers, Customer situation, Target Market 
Segments> 
NoNi AP’s main markets are Singapore, Malaysia, Thailand and Australia (Fig. 4.6).  It is more 
successful in Electronics, Automotive and Food industries, as compared to Metal, 
Infrastructure and Building (Fig. 4.1).  
 
 
 
 
 
 
 
The recent global recession has hit hard on the electronics industry. The backbone of this 
industry is consumer electronics such as computers and peripherals, digital camera’s, flat 
panel TV’s etc. Most of these were dependent on export to US & Europe. The poor export has 
forced manufacturing companies in Asia Pacific to shut down, partial operation or 
retrenchment. Only few companies are investing in even fewer projects in order to remain 
competitive or gain market share in their business domain. As for the automobile industry, 
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consumers are postponing their decision to buy a new car. Some governments are giving 
subsidy for consumers to stimulate the demand.  
Competitors: < Keywords: main competitors, competitive pressures, recent moves, initiatives, 
innovation, and offensive >  
NoNi’s competitors include big international players like Siemens, Rockwell, Schneider, SICK 
and several product specialist companies like Pro-face and Danfoss.  NoNi is trying to 
differentiate by offering wide range of easy-to-use, easy-to-integrate products. But, lately that 
differentiation is diminishing as bigger competitors have acquired several small “product 
specialist” companies in past 03 years. The recent recession has severely affected US and 
Europe as compared to Asia. Due to this, US and European competitors have become more 
aggressive in Asia pacific markets. 
 
Company: < Keywords: Values to customers, Company’s recent performance, Profit, Growth, Market 
positioning, Market share> 
NoNi’s market positioning is that of a component supplier of reliable, wide-range of products at 
attractive price.  NoNi AP is striving to add values like reliable brand, total solution and 
engineering support.  Fig. 4.4 & 4.5 shows NoNi’s Sales revenue, operating profit, FA market 
growth and NoNi sales growth in Asia Pac for past three years. It is evident that NoNi AP failed 
to ride on the industry growth wave from 2006 to 2008.  
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4.1.2 Current Strategic Issues  
 
Two critical issues identified from the current situation analysis are 
 
(1) Sales of NoNi AP is overly dependent on electronics industry : 
The 3C analysis in the previous section has revealed that NoNi AP has relatively high market 
share in Singapore, Malaysia, and Thailand. It has also revealed that the industry where NoNi 
can strongly compete at the moment is Electronics mainly. Having high market share in 
electronics industry is also has its risk. Electronics industry is cyclical in nature; it goes up turn 
and down following general economic trend.  
 
K USD
53%
33%
14%
Elex
Auto
Food & others
Fig. 4.2  : NoNi’s Sales Contribution from target industry segments
 
 
 
 
 
Morrisey in his book on long-range planning (George Morrisey, 1996) introduced a framework 
for Critical Issue Analysis and Plan. It is utilized to analyze this issue. See the Appendix 7.2.  
 
(2) Diminishing differentiation against competitors as the industry would enter maturity 
phase.  
NoNi’s main value proposals to customers have been one stop offering wide range of products 
and a global presence. But, this differentiation is slowly diminishing as the industry is maturing. 
Big players like Schneider and Rockwell have gradually acquired several small product 
specialist companies to complete their product range. NoNi’s lack of innovation is evident as 
many of its products are perceived as “me too product” in the market. Global presence is not 
much of an advantage as competitors have widened their distribution too.   
The next step is look into the future to identify future strategic opportunities and threats. 
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4.2 Simulating Future Position to identify Key Strategic Opportunities 
and Threats emerging in Future  
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“Looking at what the future will bring is both exciting and a bit frightening. Can you really 
predict what the future will hold for you? Is there any way you can be reasonably sure that you 
are focusing on the factors that will have the best payoff?” (George Morrisey, 1996).  
The purpose of section 4.2 is to create a likely scenario and identify key strategic opportunities 
and threats emerging in future. The objective is to align NoNi AP in order to capture some of 
the opportunities and be prepared to counter threats. Shell is using scenarios in strategic 
planning for a long time (Fig. 2.6). This section will adopt the similar flow. It begins with 
understanding macro environment using PEST framework, followed by identifying key 
strategic opportunities and threats emerging in the future.  
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4.2.1 Understanding Macro Environment using PEST Framework 
 
Continuous innovation in IT, digital communication and mobile technology have brought 
people in this world closer than before. One of the effects of which is global mega-economic 
competition among nations, requiring extensive transformation by corporations to survive. 
While economic competition keeps intensifying, people are also getting more conscious about 
work-life balance. People want to achieve satisfaction in psychological and spiritual level while 
continuing to enjoy material life. Such attitude will cause new social needs, such as a greater 
care for environment would emerge and affect how value is perceived. It will create the two 
opposite needs that will cause tension and turbulence in the world. This tension will force 
people to find ways to adopt lifestyle that are both materially satisfying and psychologically 
fulfilling. A new society will evolve in the next twenty years. 
 
Political: Stable political environment will prevail in most Asia Pacific nations with occasional 
turbulence in Thailand, India and Indonesia. The key ASEAN group will have increased 
dialogues for economical co-operation and to address environmental issues, including Solar 
energy projects, Carbon trading.    
Economical: Governments will become powerful hands in businesses. World economy will 
grow slowly from 2010 to 2012. This is in contrast to rapid growth pattern seen during pre-
recession time. USA, Europe and Japan will struggle to maintain economic growth. Asia will 
become the new center of gravity for the economic growth with emerging countries like China, 
India, Indonesia and Vietnam.   
Social: Greater awareness of environment, sustainability, human rights, work-life balance, 
diversity, safety, IP rights. World is and will continue converging as more people are traveling, 
communicating through digital media and exchanging ideas on new technology platform. 
Corporations will become fish tanks whereby stakeholders will watch them closely. New 
generation will choose work not based on money but on purpose, freedom, equality and 
space. Greater emphasize will be on the meaning and not on the means.  
Technological: Invention of new technologies that makes positive impact on environment, 
such as clean and renewable energy.  Widespread use of solar energy based devices in daily 
life. Hybrid car will perhaps become a norm. Rise in technologies that would protect human 
and assets.  
 
Next, look into what does the Asia Pac Market in the Factory Automation want?  
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4.2.2 Key Strategic Opportunities and Threats emerging in Future  
 
After understanding the macro-economic framework, the strategic funnel needs to narrow 
further by analyzing demand trends in the Factory Automations markets and strategic behavior 
of NoNi’s competitors.  
Future strategic opportunities emerging in the manufacturing industry in Asia Pacific are: 
(1) Growth in Electronics industry driven by product innovation and rise in consumer 
demand: LCD TV, notebook and personal communication device has a lot of room to 
grow as millions of aspiring consumers do not own them yet. Innovative newer products 
such as LED TV, digital personal entertainment and gaming devices, handy projectors 
would continue to lure existing customers for upgrades.  
(2) Emerging Market in Asia Pac. – India, Indonesia & Vietnam: Growing consumer 
demands in India, Vietnam, and Indonesia. Increase in infrastructure projects and foreign 
investment in manufacturing.  
 
 
(3) Emerging New Industry driven by CSR initiatives: Solar energy, Hybrid car, electric car 
manufacturing giving rise to next wave of economic growth. With advanced industry 
development the solar power could meet 7% of the world’s power need by 2020. 
(4) Emerging demand from existing customers driven by CSR initiatives: The 
manufacturing industry would want products and solutions that would help them to remain 
sustainable as natural resource would become scarce in the future. .  
Some of the potential threats in the manufacturing industry in Asia Pacific arising from the 
above scenario are:  
(1)  Decline in demand from existing customers driven by CSR initiatives: Consumers in 
developed countries such as US, EU may reduce their consumption and recycle more in 
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order to protect the environment. That means, manufacturing industry may not require 
doing factory expansion or improving efficiency.  
Competitors of NoNi AP may notice the similar emerging trends in the market. They too would 
take appropriate actions in their favor. Some of the potential threats from competitors based 
on the above scenario in the manufacturing industry in Asia Pacific are:  
(1) Increase competition in existing markets: US & EU competitors may strengthen their 
Asia Pacific operation in order to ride on the growth wave in this region.  
(2) Competitors may move first to meet emerging demands from CSR initiatives: Some 
competitors may introduce products that can help customers to realize sustainable 
manufacturing.  
 
The next step is now to take an audit of what are our key resources, core competencies, 
dynamic capabilities that can be used to capture emerging opportunities and neutralize 
threats. It may also highlight resource gaps.  
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4.3 Strategic Analysis of the Organization’s Capabilities               
 Resource Based View & Dynamic Capabilities Audit 
 
 
 
 
 
 
“Only, firms who are able to continually build new strategic assets faster and cheaper than 
their competitors will earn superior returns over the long term – C.C.Markides and 
P.J.Williamson.” (Thompson, Strickland, Gamble, 2007).  
So far the current strategic issues, future strategic opportunities and threats are identified. 
How successfully would NoNi resolve its current strategic issues, capture future strategic 
opportunities to its advantage and thwart threats depend on NoNi AP’s dynamic capabilities. 
This section will focus on identification and analysis of the key strategic resources and 
dynamic capabilities that are source of it core competences (as well as core rigidities). 
 
4.3.1 Key Resource Strengths of NoNi  
Japanese Brand: NoNi is a well respected brand in Japan. It has a long history. It is known 
for its innovation of some of the industrial components during its start up period. Besides, it is 
active in the socially responsible programs and environmental contributions. It is recognized 
easily among industrial customers in Asia Pacific markets.  
R&D, Technologies, Patents, NPD : NoNi Corporation in Japan is well equipped with core 
R&D; it is researching newer technologies and possesses numerous patents. The NPD-New 
Product Development process is well established and polished after years of practice. There 
has been several successful new product releases over the years.  
Factories, Manufacturing Know-how: Manufacturing excellence, “Monozukuri”, “Gemba 
Kaizen” has been the key strength for Japanese companies. The secret lies in continuously 
challenging and improving things better and better. Focus to minute details and working with 
several partners and creating an excellent fit. Just imagine a perfectly working digital 
camcorder from Sony, Panasonic or Canon.   
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Global Sales Office & Network: With sales and distribution network in more than 30 
countries around the world, NoNi can quickly release new product to its valued customers. It 
can also offer worldwide guarantee, technical support and customer service. Supported by 
ERP system for order processing, obviously a strength that took several years to built.  
 
4.3.2   Resource based view of NoNi’s resources 
The resource-based view of the firm (RBV) is an influential theoretical framework for 
understanding how competitive advantage within firms is achieved and how that advantage 
might be sustained over time (Eisenhardt and Martin, 2000).  
In this section, we will identify key resources of NoNi and analyze using VRIN framework 
(Barney ch. 3). Please refer Appendix 7.3 to view the guideline to evaluate resources using 
VRIO framework. . 
Key Resource Strengths of NoNi such as Japanese brand, R&D, Technologies, patents, NPD, 
Factories, Manufacturing know-how, global sales offices and distribution network are NoNi’s 
source of strengths and sustained competence (Table 4.5). 
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Yes
Yes
-
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Yes
Yes
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NoFactories, Manufacturing 
know-how (mainly in Japan)
Strength, 
Sustained 
Competence
YesR&D, Technologies, patents, 
NPD (Entirely in Japan)
Strength, 
Sustained 
Competence
YesJapanese Brand 
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Costly to 
imitate ?
Resource
Table 4.5 Relationship between the VRIN framework and organizational Strength & Weakness
 
 
 
 
 
 
 
 
4.3.3 Core Competence or Core Rigidity?  
 “The dark side of a resource-based advantage, when changing conditions turn core 
competencies into core rigidities (Leonard-Barton, 1992)” (Mark Easterby-Smith, Lyles and 
Peteraf : 2009). 
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Not surprisingly, most of the above resources that has been the strengths and sustained 
competence of NoNi are also its cause for some of its present weakness, inability to respond 
to present and future opportunities and threats to some extend – core rigidities if not changed. 
Japanese brand: The Company expects customer to pay premium price for the brand. But, 
today the customers are savvier. There are many good brands in the market. Customer do not 
pay premium on just brand alone. They evaluate the real value.  
R&D, Technologies, patents, NPD (Entirely in Japan): Located far from the target 
customers. It is relatively slow to respond to the market needs and innovative products as 
compared to competitors  
Factories, Manufacturing know-how (mainly in Japan): Expensive to run factory in Japan. 
It is not suitable for low volume, high variety production. Many products can’t meet market 
price.  
Global Sales Offices, Distribution Network: Multilayer sales channel adding to sales cost. 
NoNi cannot see who the end-users are. Variation in service quality.  
 
4.3.4 Dynamic Capabilities of NoNi  
 Core competence becomes core rigidity when organization cannot see the change coming 
and embrace quickly. RBV’s assumption of long-term competitive advantage becomes 
unrealistic in continually changing market. The reality is that competitive advantage is often 
short-term. The strategic logic is to capture opportunity by quickly reorganizing resources. 
Therefore, Identification and analysis of NoNi AP’s dynamic capabilities is essential before we 
proceed to create strategic direction in the next section.  
Some of the Dynamic Capabilities of NoNi is  
Sense Opportunities and Threats: So far it has been able to identify emerging opportunities 
and threats very well. As a result of which it has ventured out of Japan several years ago.  
Flexibility: NoNi is able to enhance, combine and reallocate resources to a certain extent. By 
avoiding strict clearly defined role and responsibility, it can leave some leeway for 
management to quickly reallocate their resources.  
New Product Development: NoNi’s new product development is actually its key strength. 
But, almost all the decisions are driven by customer’s needs identified in domestic Japan only. 
Thus it lacks international exposure and ignores international opportunities. 
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4.4 Strategy  
This section summarizes the findings from previous sections. It clarifies NoNi AP’s mission, 
objectives and proposes prototype strategic intent and strategic directions. These may not be 
the best strategic intent and strategic directions but it will become the trigger point for 
executives in NoNi AP to start the discussion. The idea is demonstrate strategic planning 
process and propose prototype strategies that can be analyzed, discussed and improve.   
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Fig. 3.11   Proposed Strategy Planning Framework
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4.4.1 Summary from the section 4.1 to 4.3  
Section 4.1 has identified current strategic issues. These are  
(1) Sales of NoNi AP is overly dependent on electronics industry  
(2) Diminishing differentiation against competitors as the industry is maturating  
 
Section 4.2, has identified future strategic opportunities and threats. These are  
Opportunities:  
(1) Growth in Electronics industry driven by product innovation and rise in consumer demand  
(2) Emerging Markets in Asia Pac. – India, Indonesia & Vietnam  
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(3) Emerging New Industry driven by CSR initiatives – Solar, Hybrid Car 
(4) Emerging demand from existing customers driven by CSR initiatives – sustainable 
manufacturing 
Threats: 
(1) Decline in demand in matured markets from existing customers driven by CSR initiatives 
(2) Increase competition in existing markets 
(3) Competitors may move first to meet emerging demands from CSR initiatives 
 
Section 4.3, has identified NoNi’s key resources and dynamic capabilities.  
Key resources are: 
(1) Japanese Brand 
(2) R&D, Technologies, patents, NPD 
(3) Factories, Manufacturing know-how 
(4) Global Sales Offices, Distribution Network 
Dynamic capabilities are: 
(1) Ability to sense opportunities and threats 
(2) Flexibility 
(3) New product development 
 
4.4.2 Mission, Objectives and Strategic Intent 
We have discussed in the beginning that the Key Strategic Area for NoNi AP is the “sales 
growth”. The corporate mission for NoNi is to “anticipate and meet future needs of the 
manufacturing industry on time”. Its objective is to realize “sales growth of 20% CAGR for next 
03 years”. Achieving 20% sales growth each year would be the tough task in the present 
economic environment. It can only be possible if NoNi can successfully differentiate itself and 
provide greater value to its customers in the existing markets or find new growth domains or 
blue oceans.  
Based on this intention, the prototype strategic intent is “Be a leader in the Factory Automation 
industry by continuous innovation”.  I know it is not the best but it can be a trigger point to 
initiate brain storming within NoNi AP, leading to a better strategic intent eventually.   In 
summary,  
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Strategic Intent: “Be a leader in the Factory Automation industry by continuous 
innovation”  
Mission:  Anticipate and meet future needs of the manufacturing industry on    time 
Objective:    Sales growth of 20% CAGR for next 03 years 
 
4.4.3 Strategic Direction 
At this stage the strategy is about setting the strategic directions, i.e. where would we like to 
go? Which market? Which customers? Which needs? What market position? The objective is 
to realize sales growth of 20% CAGR for next 03 years.  
 
Present
Future
Strategy = 
direction
Long range planning 
= specific destination 
and route
Fig. 3.5 strategy sets direction
 
 
 
 
 
 
 
The selected future strategic opportunities are plotted using “nine specimen standardized 
strategies” (Kenichi Ohmae, 1982) in the Fig. 4.7 along two axes. The horizontal axis is called 
Corporate Strengths - a qualitative view based on RBV and Dynamic capabilities, while vertical 
axis is called Market Attractiveness – a qualitative view based on market size, growth rate, and 
entry barriers. Each cell in this Market Attractiveness-Corporate Strength matrix suggests a 
unique strategy. This matrix helps to clarify each available opportunity based on market 
attractiveness and corporate strengths. 
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Fig.4.7  Nine Specimen Standardized Strategies
 
4.4.4 Strategic Direction for NoNi AP for next 03 years 
 (1) Select & Grow in Electronics Industry & Automotive Industry:  
Several companies in the Electronics and Automotive industry are Japanese MNCs. NoNi’s 
Japanese brand is one of its advantages in these industries. NoNi AP has bigger market share 
in these industries at the moment. But, there are challenges too. First, these are matured 
industries and second how to differentiate it from the competitors? 
The answer lies in “Selective Growth” strategy. “Select areas where strengths can be 
maintained, and concentrate investment in those areas”. (Kenichi Ohmae, 1982) 
The global economy may or may not recover completely, but certain segment within these 
industries will grow faster than the overall industry. For example LCD TV, digital personal 
communication, and entertainment devices within electronics industry and Hybrid Car within 
the automotive industry are expected to grow based on the projected future scenarios. NoNi 
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AP need to thin slice the industry and select such high growth segments and concentrate its 
resources in it. It would need to customize its products and services to maximize differentiation 
against competitors and provide superior value within the focused high growth segments (Fig. 
4.8).  
 
KFS
Compete strategically
Intensify differentiation 
in selective segment
NoNi AP
Fig. 4.8  Selective Growth 
 
 
 
 
In order to execute this strategy, NoNi has to change its historic position of “Best-Cost 
provider of wide range of products to wide market” to “Product –Differentiation to 
selective group of customers (Fig. 4.9)”. NoNi’s core competences such as R&D, 
Technologies, Factories and manufacturing know-how would come to its advantage to shift 
this change.  
 
 
 
 
 
 
 
 
 
(2) Aggressive entry into emerging markets – Solar industry & India:  
It is estimated that solar power could meet 7% of the world’s power need by 2020. Such 
expectation would drive innovations in the solar cell manufacturing technology more rapidly. 
On the similar note, India is expected to grow at a rate of 8% till 2012 and it is anticipated to be 
9% from thereafter. (Ref. The Economist website).  
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Best total cost Best product
Best total solution
Primarily Operational excellence 
company offering basic but wide range 
of products to wide range of market.
Operational Excellence Product Leadership
Customer I ntimacy
Best total cost Best product
Best total solution
Product leadership to satisfy 
selective target customer segment in 
high-growth industry 
FROM TO
Fig.4.9  NoNi have to change its position
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Solar industry is in the emerging phase and highly volatile. It gives NoNi AP plenty of chance 
to identify and specify unique differentiated products by identifying customer needs before 
competitors. Similarly India is an emerging market where customers have different needs than 
existing matured countries. NoNi can leverage on its existing technologies, New Product 
Development (NPD) processes and manufacturing know-how to produce unique differentiated 
products for India market too.  Both Solar and India markets are large in size thus NoNi can 
enjoy cost benefit if it can successful produce customized products for these markets.  
In summary, NoNi AP would adopt two competitive strategies in order to execute the above 
strategic directions (Fig. 4.8).  These are Focused Differentiation and Broad Differentiation. 
The strategic action plan to execute this strategy is discussed in the Appendix 7.4. 
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4.4.5 Risk Evaluation & Countermeasure 
The last step of strategy planning is to evaluate risk in order to confirm the validity of the 
strategies and prepare countermeasures. 
Solar industry & India:          
One of the common characteristic of emerging industry and emerging growth market is 
volatility and speed at which it changes. This could cause serious problem for NoNi AP as its 
resources and dynamic capabilities may not be enough to be successful. One 
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Fig.4.8  Mapping strategic opportunities along target market and Competitive Advantage
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recommendation to limit its risk while penetrating into the solar industry and the emerging India 
market is, to make collaborations and alliances with outside partners. This would enable NoNi 
and its partner companies to mutually share resources to enhance and evolve corporate 
values to meet changing requirements of the market quickly and accurately. (Fig. 4.11) 
Fig.4.11   Form part of an existing value network
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NoNi
Company B
Company A
Competitors
Value Network
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Internal Risk 
Success of “Differentiation” strategy relies on how successfully NoNi can change its present 
positioning from low-cost to differentiated products. It would require cultivating a culture of 
innovation. This would depend on seriousness of its leadership and executives involved in the 
execution of this strategy. NoNi AP would have to create supportive environment to implement 
the above crafted strategy. By environment, I mean four elements: culture, incentives, 
structure and people.  
The company president and CEO, aim NoNi Corp. to be a multi-local company whereby each 
regional company has its own identity yet a part of the global company. It is the time for NoNi 
AP to become a true local company by embracing innovation and risk taking. Through 
innovation, NoNi AP would be able to elaborate on its core business (Mintzberg et al, 2003) 
and dare to develop new business models and products locally.  
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5. LESSONS LEARNED   
I had started this project with three objectives; one of them was to develop a strategic 
management framework. The image for strategic management framework in my mind was a 
magic box where you enter required information and it would output recommended strategy. I 
went through several books and strategic management literature in search of it. There were 
the famous PEST, Porter’s fives forces, Kenichi Ohmae’s 3Cs and other useful analytical 
tools. They are all good tools but too narrow and do not give a clear guideline on how to arrive 
at the strategic direction for an organization. I went further and found “The Five Elements of 
Strategy” by Hambrick and Fredrickson, Planning process by Morrisey. Strategy process by 
Mintzberg and so on. The literature review helped me to develop thorough understanding of 
strategy, strategy planning and strategic thinking. I realized that the ideal framework that I was 
looking for does not readily exist. So, I created my own strategy planning framework by 
combining various tools and available frameworks.  
The proposed framework critically analyzes the present situation to identify the current 
strategic issues that cannot be resolved within one year and require cross functional efforts. It 
includes long term vision whereby it is looking into future, through scenario technique to 
recognize and benefit from shifts and disruptions in the business environment by creating a 
shared vision of the future and NoNi’s desired position within it. The framework goes on to 
take critical audit of NoNi’s internal dynamic capabilities.  Driven by corporate mission, the end 
result is strategic direction that fosters preparedness, alignment and strategic fit – a mental 
map comprising possible competitive environments, the company’s ideal position within it, and 
the macro moves that the company needs to make to capture the desired position. Risk 
evaluation is included in order to prepare for countermeasures. “The goal is to see, before 
others do, how the future competitive environment is likely to change and – through well 
crafted strategic moves and compelling business models – to shape the future to the 
company’s advantage.”(Nicolas, Michael and Saussois, 2008).   
The proposed growth strategy for NoNi AP is (1) Select and Grow in the high growth segment 
within Electronics and Automobile industries where it is strongest at the moment. Concentrate 
its resources, and adopt product differentiation strategy to develop customized product for the 
selected growth segments. (2) Aggressive entry into the emerging markets – Solar industry & 
India. These are the two big emerging markets, where NoNi can adopt broad differentiation 
strategies. It would offer unique differentiated products by identifying customer needs before 
competitors.  
The entire process of literature review, developing framework and implementing it for NoNi AP 
was an invaluable learning journey. I have learned that while a strategic planning framework is 
a useful tool, it will not generate any strategy. It is not the framework per se, but the quality of 
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the planning process and idea generated by people that produces a good strategy. I learnt that 
the role of strategic planning division is not to come out with strategic direction and clever 
ideas on its own. Insead to run the strategic planning process effectively, stimulate ideas at 
many levels though discussions and facilitate strategic planning process. Corporate 
strategist’s job is to engage people at all levels in the organization, collect idea, compile and 
give them back. It is impossible for a strategist to generate clever ideas of his own as he/she is 
not the specialist of all functions.  
Finally, I would recommend corporations to improve their strategy planning process based on 
“Morrisey on Planning” (George Morrisey,1996) and “Does your Strategy need stretching?” 
(Nicolas, Michael and Saussois, 2008). These are (a) Stretch Time Horizon: Consider 
strategies for the long, medium and short term planning, ensure alignment and value creation 
across time horizons, (b) Stretch thinking: Ask right questions, get multiple views to broaden 
perspectives and avoid blind spots, use scenario techniques, (c) Stretch Engagement: engage 
executives from various levels within the organization during strategy planning process and 
turn strategic planning into strategy dialogue. 
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7. APPENDIX 
 
7.1 Why 3C Analysis is Chosen to analyze NoNi AP 
The biggest supplier for NoNi AP is the NoNi corp. Japan only. NoNi is in the business of the 
Factory Automation. The Factory Automation business is characterized by high entry cost 
barrier. The main costs are core R&D, new product development processes, manufacturing 
know-how and distribution network. So far the new player entries have been limited to 
components level and niche products. Threat of substitutes has been limited too. The only 
alternative of Factory Automation products is to use human power or obsolete technologies. If 
we eliminate analysis of “Suppliers, New Entrants and Threat of Substitutes” we are left with 
3C only.  
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7.2 Critical Issue Analysis (1) 
Morrisey in his book on long-range planning (George Morrisey, 1996) introduced a framework 
for Critical Issue Analysis and Plan. This is utilized to analyze the first issue here. See the 
Appendix Table 7.2. At this point of time, if is not necessary to establish a clear solution on 
how would be solve this issue. We would do it in the later stage. One of the most important 
points for critical issue analysis is that it must be support by enough data. Data is required in 
order to scrutinize “real issues” from “perceived issues”. Focus on “data” and not on the 
“opinion”. Another point is to investigate deep to find “reasons”, instead of stopping at 
“causes”. There is a difference between reasons and causes. Typically we look into issues and 
related causes as the idea to solve the issue quickly, but it may not be effective over a long 
term.  
(1) Reorganize sales force by industry, (2) Change sales team 
compensation scheme, (3) Local talent for New product 
development locally 
Major Actions
(1) Able to maintain top customers, plus develop medium size 
customers, (2) HQ support to develop different industry products
Assumptions
(1) Sales force organization by industry, (2) Sales person 
compensation link to growth and profit 
Long Term Objective to solve 
this issue
NoNi AP sales depends on electronics industry mainlyPerceived issue description
(1) Reorganize sales force by industry, (2) Develop local new 
product development team in co-operation with HQ, 
Alternative Ways to solve this 
issue 
We must create (1)non-electronics customer base to supplement, 
(2) find more opportunities within remaining 90% customers in 
electronics segment to reduce dependence on top 10% 
customers. 
Conclusion 
(1) Electronics customers has been fastest growing segment in 
the past few years. Therefore we could generate high ROI by 
focusing on this segment of customers, (2) Products matching
Possible Reasons
About 50% of sales revenue is generated from electronics 
industry customers. Out of which 90% of sales generated from 
top 10% of customers. 
Detailed information with data
Critical Issue Analysis (1)
Table 7.2 Critical Issue Analysis
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7.3 Guideline to evaluate resources using VRIN Framework 
 
 
Is this resource difficult to replace by 
direct duplication or substitution ?. 
Non-substitutable (N)
Is this resource costly to duplicate for 
competitors ? 
Imperfectly Imitable (I)
It this resource  limited and not easily 
acquired by competitors ?
Rare (R)
Does it enables a company to employ 
a value-creating strategy, by either 
exploiting environmental opportunities 
or neutralize environmental threats ?
Valuable (V)
Table 7.3  Guideline to evaluate resources using  VRIN framework
Guideline to evaluate resources using VRIN framework
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7.4 Strategic Action Plan – NoNi AP 
The strategic directions identify where we want to be at some point in the future. As with any 
journey, we start by identifying our destination and desired time of arrival. But, that’s not 
enough! We still need to determine what mode of transportation and route will be most 
appropriate to ensure our arrival on time and in condition to enjoy the stay. This is where 
Strategic Action Plan comes into play (Morrisey, 1996).  Hambrick and Fredrickson have the 
similar view, but they call it as strategy. As per them strategy is the central integrated, 
externally oriented concept of how we will achieve our objectives. They propose the strategy 
framework called “The five major elements of strategy” (Hambrick and Fredrickson, 2005). It 
does not focus on detailed step-by-step procedure but rather key areas that need to be achieved 
during the life of the plan.  
 Where will we be active ? Which
• Electronics Industry
• Hybrid Car
• India
• Solar
• Sustainable Manufacturing
Economic 
Logic
Arenas
Vehicles
Differentiators
Staging
How will we get there ?
• Internal development 
• Strategic Alliances
How will we win ?
• Customization 
• Features
• Brand
• Product innovation
What will be our speed and 
sequence of moves ? 
• Within three years by achieving 
specific targets in the year 1, 2 
and 3. 
How will we obtain our returns  ? 
• Cost advantage through scale 
• Costs advantage through scope
• Premium prices due Premium o 
proprietary product features and Made in 
Japan brand
Fig.7.4  The Five Major Elements of Strategy for NoNi AP   
 
  
 
 
 
 
 
 
 
 
 
 
The Strategic Action Plan or Strategy to implement the strategic direction is described here.  
Arenas:  NoNi would penetrate further in high-growth segment in electronics industry & Hybrid 
car industry, emerging growth market in India, Solar and sustainable manufacturing. It would 
use its core technology in factory automation components production.  
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Vehicles:  NoNi AP continue to leverage on its existing high share of market in electronics 
industry, relationship with existing Japanese companies in the Hybrid car industry. But, it 
would have to consider strategic alliance while entering in India market and solar industry. And 
how to enter into sustainable manufacturing segment would depend on outcome of research in 
next one year.  
Differentiators: NoNi AP success in Select & Grow in Electronics industry and Hybrid Car 
industry depends on product attributes that would appeal specifically to selected customer 
segment in it. Its success in India and Solar would be based on wide range of products, 
differentiated features and early release of innovative products that would satisfy the needs of 
broad market segments before competitors.  
Speed and Sequence of moves:  All of the above directions require immediate execution. But, 
each action plan would be broken into targets that need to be achieved within 1year, 2 year and 
3 year time frame. Obviously, each would have its own sequence. Such as identifying needs in 
sustainable manufacturing would precede produce design and setting up of dedicated sales 
team.   
How will we obtain our returns: NoNi would be able create healthy profit based on three axes. 
These are scale, scope, and premium. Its global sales distribution network and centralized 
manufacturing gives a tremendous cost advantage of scale. Its wide ranges of products are 
based on few core technologies. That means it can use same technology to meet various needs 
of customers in different segments, giving it scope advantage. Lastly, its Made in Japan Brand 
enables it to command premium price based on reliability and customer’s perception.  
 
